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Introduction

The grey fleet is an important but often neglected 
aspect of fleet management. The grey fleet consists of 
employee-owned vehicles, bought with their own money 
and reimbursed on a pence per mile basis. It is estimated 
that there are approximately four million grey fleet 
cars in the UK – more than three times the number of 
company cars. Therefore, it is crucial that opportunities 
to reduce emissions and cut costs are identified.

Effective management of the grey fleet is crucial with 
respect to three key policy areas: financial efficiency, 
health and safety and environmental sustainability.

This is one of two grey fleet guides from the Energy 
Saving Trust (EST) focussing on the grey fleet vehicle 
and its driver. The third area to consider – the journey 
– is covered in the partner guide to this one: ‘A Guide 
to Reducing Grey Fleet Mileage’.

For many organisations that operate a grey fleet it will 
not be practical to eliminate it entirely. For some 
employees and some journeys, continuing use of the 
grey fleet will be the best all round option. However,  
it must be managed properly, and often this is not the 
case. The aim of this guide is to highlight the tools 
and processes required to manage the grey fleet 
effectively and thus reduce its financial and 
environmental impacts.

The Business Case

The business case for managing the grey fleet stems 
from the significant amount of money that many 
organisations spend on reimbursing employees. 
Managing the grey fleet carefully may well have 
financial benefits in terms of reduced mileage 
reimbursement payments. But the importance of 
employers’ duty of care must not be overlooked. The 
law is clear – an organisation has a legal duty of care 
to an employee, regardless of vehicle ownership, so 
the grey fleet needs to be managed as diligently as 
company-owned or leased vehicles. Some key factors 
to consider include: 

The most dangerous thing many people do at work is 
drive. Up to one in three road crashes involves a 
vehicle being driven for work and it is estimated that 
there are around 200 work-related deaths or serious 
injuries on the roads every week. The Health and 
Safety Executive (HSE) estimates the costs arising 
from ‘at-work’ road traffic accidents to be in the 
region of £2.7 billion per year.

The Health and Safety at Work Act 1974 states that “it 
shall be the duty of every employer to ensure, so far 
as is reasonably practicable, the health, safety and 
welfare at work of all employees.” Employers have a 
duty of care, therefore, to their employees, no matter 
how small their grey fleet.
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Furthermore, under the Corporate Manslaughter Act 
(2007), companies can be prosecuted for deaths of 
drivers resulting from work-related journeys where 
negligence is proven. If it can be demonstrated that 
senior management are responsible for a gross breach 
of duty of care resulting in death, penalties can be 
applied including unlimited fines and publicity orders. 
Therefore it is important for organisations to be 
proactive in managing their grey fleet.

The benefits of managing duty of care include: reduced 
downtime, an improved safety culture, improved public 
image and business performance, and lower costs of 
staff replacements and sick pay. While these benefits 
apply to the whole fleet, duty of care is often 
overlooked within the grey fleet.

Diligent management of the grey fleet, including 
accurate recording of mileage and expense claims, 
can prove invaluable in the event of an HMRC audit.

Grey fleet vehicles tend to be older and less well 
maintained, thus increasing the risk to your staff. 
Newer cars have more advanced safety features such 
as airbags and ABS, and higher NCAP1 safety ratings.

Policy Development

Assign Responsibilities

An essential starting point is to ensure that 
responsibility for the grey fleet is assigned. Lack of 
responsibility is one of the key reasons why the grey 
fleet is so often overlooked. In organisations with a 
Fleet Manager, this is likely to be the best person to 
assume responsibility. Otherwise, finance and HR 
departments should work together to appoint an 
individual who can take responsibility.

Whoever the person responsible, establishing a working 
group to assist with the development and implementation 
of a grey fleet policy is recommended. The following 
departments may be required to establish and 
implement a policy: human resources, finance, health 
& safety, and environment / sustainability.

When developing a grey fleet policy, it will be 
important to gain buy-in from key stakeholders in the 
organisation. Actions to consider include:

 y Establish a small working group of stakeholders to 
help develop the overall strategy and individual 
measures.

 y Engage senior managers in the process so that they 
understand and support any changes. 

 y Allow employee input to influence the recommendations.

 y Support HR in communicating the changes and new 
policies to employees.

If you are not sure who the relevant stakeholders are, 
this may become apparent while you are reviewing the 
current grey fleet situation.

Benchmark the Existing Grey Fleet

Benchmarking the grey fleet is a crucial first step from 
which policy can be created. A number of questions 
should be asked about the drivers and their vehicles, 
what journeys they are making, how much the journeys 
cost and what management controls are in place. The 
table below summarises the key questions to consider 
when reviewing the grey fleet with the questions that 
are particularly relevant to duty of care highlighted. 
The questions relating to journeys and costs are also 
relevant to duty of care, and are covered in our guide: 
‘A Guide to Reducing Grey Fleet Mileage’.

1 Euro NCAP provides consumers with a realistic and independent assessment of the 
safety performance of most cars sold in Europe.
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Grey Fleet Checklist

If obtaining this information proves too difficult, this 
suggests that the record keeping surrounding the grey 
fleet is inadequate. At this stage data collection 
procedures should be reviewed and new systems 
established, so that a more accurate picture of the 
grey fleet can be developed. The Miles Consultancy 
report that properly auditing mileage results in an 
average saving of 24.7% on mileage claims by 
eliminating exaggeration and rounding up of mileages 
claimed by employees.

While benchmarking your grey fleet, you may find that 
the wrong people are in the wrong cars; for example 
there may be grey fleet drivers doing in excess of 
10,000 business miles a year and company car drivers 
doing fewer than 5,000. It may be necessary to conduct 
a review of the grey fleet as part of a wider fleet and 
travel policy review, and consider providing a salary 
sacrifice or company car for high mileage drivers.

The Drivers The Vehicles The Journeys The Costs Management

Who are they?
What are they and 
what are they used 
for?

Where are they 
going?

What mileage rates 
are paid?

Who authorises 
travel?

Are they fit and 
qualified to drive?

What are their 
carbon emissions?

Why are they 
travelling?

Is the rate an 
incentive for them 
to cover more 
miles?

Who authorises 
mileage claims?

Are they suitable 
for business use?  
Do they fit with the 
business image?

How often?
What is the total 
mileage cost?

Who has overall 
responsibility?

Are they well 
maintained, MOT 
certified and 
insured for 
business use?

How far are they 
travelling?

How do these costs 
compare with fleet 
vehicles and daily 
rental agreements?
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Policy Measures

In compliance with health and safety legislation and 
the HSE’s Driving at Work guidance, any grey fleet 
policy should include statements relating to the 
vehicle, the driver and the journey. The employee must 
meet their responsibilities regarding the suitability of 
themselves and their vehicle when driving for business 
purposes. Crucially, the employer must ensure that 
employees are meeting these responsibilities. The 
following measures should be considered as part of a 
policy for managing the grey fleet.

The Driver

It is essential that the organisation can satisfy itself 
that all grey fleet drivers are eligible to drive - i.e. 
that they have a valid licence and are not disqualified. 
The employee is responsible for holding a current 
driving licence, with up to date information on 
endorsements, and for producing this for regular 
checks by management. Checks should be carried out 
at least annually, and could be incorporated as part of 
a staff appraisal.

Licence checks, which should be carried out annually, 
help to identify drivers with endorsements on their 
licence. Appendix 1 contains a guide explaining what 
to look for when checking driving licences, although 
this process can be outsourced if necessary.

Drivers’ insurance details should be checked to ensure 
that every grey fleet driver is insured to use their 
vehicle for business journeys.

Drivers should hold breakdown assistance cover.

Ideally, the above checks will form part of an annual 
risk assessment for each grey fleet driver. Other 
factors to consider include the amount and type of 
driving each driver is required to undertake. Driver 
assessments and training should be considered to 
help address any risk concerns.

The Vehicle

Record information about grey fleet vehicles. The table 
below shows an example of the categories of 
information you should try and record. The footnotes on 
this page explain how you can find out this information.

The employee is responsible for ensuring their vehicle 
complies with road traffic law, is in a safe and 
roadworthy condition and is fit for purpose. The 
employer should carry out annual checks including 
ensuring that MOT certificates are current.

The employer should require minimum vehicle 
standards for the grey fleet, including NCAP ratings, 
emissions levels, required safety features and essential 
breakdown cover. Consider imposing standards such 
as maximum age and CO2 limits, for example seven 
years and 160g CO2 per kilometre respectively.

Ensure there is a suitable reporting system in place to 
record any accidents which occur while an employee 
is driving their own vehicle for business.

Pay the same mileage reimbursement rates for all 
vehicles and engine sizes. Paying higher rates for 
larger vehicles indirectly encourages higher emissions 
and costs more money. AMAP rates2 are not mandatory 
and in many cases exceed the real cost of the journey. 
Further information about AMAP rates can be found in 
“A Guide to Reducing Grey Fleet Mileage”.

2 Approved Mileage Allowance Payments or AMAP rates are the maximum mileage 
reimbursement rates you are allowed to pay employees without having to report them 
to HMRC or pay any tax on them. Currently, for cars vans, AMAP rates are set at 45 
pence per mile for the first 10,000 miles and 25 pence thereafter.

3 For vehicles registered from 2001 onwards, their CO2 g/km can be found at  
carfueldata.direct.gov.uk or on the vehicle registration document (the V5).  
Cars registered prior to 2001 were not required to declare their CO2 emissions  
performance, and so this information cannot be recorded.

4 Euro NCAP provides consumers with a realistic and independent assessment of the 
safety performance of most cars sold in Europe. The NCAP safety rating of a particular 
car can be found on their website at www.euroncap.com

Staff ID Reg No
Date of 
1st Reg

Make Model cc Fuel CO2 g/km NCAP

EN1234 ES08EST 03/04/08 Ford Focus 1796 Petrol 167 5 star

3 4
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 y At employee-level, this includes responsibility for 
safe and legal driving, ensuring that their vehicles 
are fit for purpose and journey planning, including 
selecting the most sustainable form of transport 
(see ‘A Guide to Reducing Grey Fleet Mileage’) 

 y At line manager level, this includes challenging the 
travel choices of employees.

It is recommended that a grey fleet policy declaration 
is produced, which must be signed by the driver to 
indicate that they have read and understood the policy. 
This will help to communicate the policy and to gather 
evidence that drivers have been made aware of their 
responsibilities. Appendix 2 provides a template grey 
fleet policy document which you can adapt for your 
own organisation.

Implementation

The practicalities of carrying out driver and vehicle 
checks and risk assessments may be challenging for 
some organisations with large grey fleets. One option 
for implementing this approach is to include the checks 
during annual staff appraisals. But even with this best 
practice approach there is no guarantee of ensuring 
that drivers are driving legally and are insured 
appropriately, as drivers may become disqualified from 
driving or cancel their insurance after checks have 
taken place. To mitigate against this, a system of 
occasional spot checks is worth considering.

We recommend including a self-declaration during the 
travel and subsistence claim process to remind grey 
fleet mileage claimants of their obligations, in 
particular that:

 y Their vehicle is taxed and, where appropriate, has a 
valid MOT certificate.

 y They hold adequate insurance for business use. 

 y They possess a valid licence to drive the vehicle 
being used.

The Journey

A grey fleet policy should seek to eliminate all 
unnecessary business journeys. Staff should follow a 
travel hierarchy, ensuring that the journey is 
necessary, and selecting the most appropriate form of 
transport. This should follow the guidelines set out in 
the ‘A Guide to Reducing Grey Fleet Mileage’ guide and 
in Appendix 2 of this publication.

Line managers should be responsible for ensuring that 
each journey is necessary and that the most suitable 
mode of transport has been selected.

Communicating the Policy

A key challenge when implementing a grey fleet policy 
is to ensure that all employees and managers know 
what they should be doing in relation to using grey 
fleet vehicles. Communication of the policy is crucial 
to ensure that employees and managers are aware of 
their responsibilities and understand how they can 
meet them in the most efficient way. Both employees 
and managers need to know the policy and understand 
what is expected of them and why the policy should 
be followed:
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Barriers and how to overcome

Challenging the status quo regarding travel can often be 
met with a great deal of resistance. Staff and managers 
may raise a number of reasons as to why it can’t be 
done in your organisation. Some of the more common 
barriers that might be raised are discussed below. 

“ No-one is tasked with managing the safety 
and legal requirements of grey fleet.”

Raise awareness at a higher level so responsibility is 
allocated. Who is in charge of risk management and 
compliance in your organisation?

“ My boss is not interested so I won’t have the 
time or resources made available to me.”

It’s all a matter of education and persistence. Keep on 
raising awareness of the duty of care and financial 
arguments to the key stakeholders in the business.

“ Our staff will resist any changes and will be 
reluctant to undergo regular checks.”

Effective communication as to why it is necessary is 
essential. However, the bottom line should be that 
staff who refuse to comply will not be allowed to use 
their car for business travel, and if they do, they may 
face disciplinary action.

“ I can’t take on the additional workload 
required to manage the grey fleet.”

It is up to senior management to assign responsibility 
for the grey fleet, but also to ensure that the person 
is properly resourced for this task. Furthermore, ‘we 
did not have enough time to do this’ would be no 
defence in law if the company was prosecuted for a 
breach of duty of care responsibilities.
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Appendix 1. How to Check a Driving Licence 
 
 
 
UK Licences 
Today, many employees will have photo card licences, 
which were first issued in July 1998 and carry a wealth 
of data. Crucially, unlike the ‘old fashioned’ paper licences 
- which continue to be in circulation - photo card licences 
expire after 10 years and must be renewed. Full details 
on how to read a driving licence and the information 
they contain is available at http://www.direct.gov.uk/
en/Motoring/DriverLicensing/DG_068315. In addition, 
the counterpart document of the photo card driving 
licence and the paper driving licence contains any 
endorsement details. Further information is available 
at http://www.direct.gov.uk/en/Motoring/DriverLicensing/
EndorsementsAndDisqualifications/DG_4022550

 
EC/EEA Licences 
All European Community licences are in the same 
format, which means employers do not need to 
understand the language of the licence as the 
numbers of specific parts will provide the information 
required. The key areas of a European Community 
driving licence are:

 y Section 3: Date of Birth

 y Section 4b: Date of Expiry of the Photograph (photo 
card licences)

 y Section 8: Driver’s Current Address

 y Section 9: Licence Categories. This includes the date 
when those categories cease to be valid

 y Convictions: Will detail the current enforcement 
situation of the driver.

 
Full details on driving in Britain on a licence issued in 
a European Community / European Economic Area 
(EC/EEA) country are available at

http://www.direct.gov.uk/en/Motoring/DriverLicensing/
DrivingInGbOnAForeignLicence/DG_4022556.

Licences issued in the European Community and 
European Economic Area makes up two groups that 
are treated equally. The full list is: Austria, Belgium, 
Bulgaria, Czech Republic, Republic of Cyprus, Denmark, 
Estonia, Finland, France, Germany, Greece, Hungary, 
Iceland, Ireland, Italy, Latvia, Liechtenstein, Lithuania, 
Luxembourg, Malta, Netherlands, Norway, Poland, 
Portugal, Romania, Slovakia, Slovenia, Spain, Sweden, 
and the United Kingdom.

Meanwhile, the UK, in line with EU regulations, is 
moving to make it harder for disqualified drivers to 
take to the roads. In 2010 a new law to keep disqualified 
drivers off UK and Irish roads came into force. As a 
result of a groundbreaking agreement between the 
British, Irish and Northern Ireland Ministers, UK drivers 
disqualified for serious motoring offences in Ireland 
will be subject to exactly the same penalties when 
they return home. Similarly, disqualifications earned by 
Irish drivers whilst in the UK will be recognised and 
enforced when they return to Ireland. The new law is 
the first practical step to recognise driving 
disqualifications across Europe under the terms of the 
1998 European Convention on driving disqualifications.
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This template grey fleet policy has been adapted by 
the Energy Saving Trust from The Office of Government 
Commerce (OGC)’s sample policy which can be found 
at http://www.ogc.gov.uk/documents/Sample_Travel_
Policy.pdf. The template is intended to guide you in 
creating your own document, and will need to be 
adapted and tailored to your organisation.

 
1. Business Travel

1.1  [Name of organisation / company] is responsible 
for meeting the cost of travel by its employees for 
the purpose of official business, such as 
attendance at meetings, or training courses.

1.2  It is necessary for [name of organisation / company] 
to ensure that the most cost-effective mode of 
transport is utilised by its employees where 
practical. [Name of organisation / company] is also 
committed to reducing the environmental impact of 
its business travel. This involves promoting the use 
of modes of transport with the lowest carbon 
emissions per mile, and reducing the number of 
miles travelled for business purposes.

1.3  As part of its health and safety policy, [name of 
organisation / company] is committed to managing 
the risks that our employees face when driving for 
work. Employees are asked for their co-operation 
in managing these risks.

1.4  Employees will only be reimbursed for expenses 
which they actually and necessarily incur in the 
course of official travel.

2. Travel Decision Making Hierarchy

2.1  It is the responsibility of Line Managers to ensure 
that their employees use the most efficient and 
economical means of travel.

2.2  Before a business trip is made in an employee’s 
private vehicle, the following order of priority 
should be considered:

 y Can the need for the journey be met using phone, 
email, or tele-/video- conferencing?

 y Can the journey be made in a time- and cost-
efficient manner by public transport?

 y For journeys in excess of [e.g. 80] miles per day, a hire 
car should be used. Please see [name of organisation 
/ company]’s hire car policy for more information.

 y If a private vehicle will be used for the journey,  
can car-sharing be utilised to reduce per-employee 
costs and emissions?

 
 
3.  Employee’s Responsibilities when Using a 

Private Vehicle for Business Purposes

3.1  Employees driving for work in their own vehicle 
must ensure that it is in a safe and roadworthy 
condition and is suitable for its purpose. 
‘Construction and Use’ regulations within the Road 
Traffic Act determine that it is the driver’s 
responsibility to ensure that the vehicle they are 
driving is roadworthy. Specifically, employees must 
ensure that:

 y The vehicle meets the minimum safety specifications 
required by [name of organisation / company]. 
Please refer to clause 4.2 for further information on 
minimum vehicle standards.

 y The vehicle is taxed and, where appropriate, has a 
valid MOT certificate.

 y They possess a valid licence to drive the vehicle 
being used.

 y They present the vehicle’s MOT certificate, insurance 
policy and service schedule and their driving licence 
for inspection in advance of first driving for work 
and thereafter on request by their Line Manager.

 y Their insurance policy includes business use cover for 
the amount and type of mileage they undertake, and 
covers ‘business’ passengers. Please refer to clause 
4.3 for further information on insurance requirements.

 y The vehicle is serviced according to the 
manufacturer’s specifications.

Appendix 2. Template Grey Fleet Policy Declaration
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 y They notify their Line Manager of any sanctions 
imposed on their licence, restrictions on ability to 
drive, material changes to insurance provision and 
vehicle defects.

 
3.2  Any employee-owned vehicle used for business 

purposes should meet the following standards:

 y Seatbelts and head restraints fitted to all seats.

 y Euro NCAP rating no lower than [e.g. four] stars.

 y CO2 g/km no higher than [e.g. 160 g/km].

 y Age of car no older than [e.g. seven] years.

 y Vehicle covered by appropriate Breakdown Assistance.

 y Further desirable standards for an employee-owned 
vehicle used for business purposes include: vehicle 
fitted with driver’s airbag, ABS and a stability 
control system, such as Electronic Stability Control.

 
3.3  Mileage reimbursement will only be paid where the 

employee holds an insurance policy that covers 
bodily injury to or death of third parties, bodily injury 
to or death of any passenger; and damage to the 
property of third parties, and permits the use of the 
car either in connection with the mileage allowance 
claimants’ business, or the business of the 
employing department or agency. Any material 
changes to the employee’s insurance provision 
shall be notified to the Line Manager.

 
4.  Employer’s Responsibilities when an Employee 

is Driving a Private Vehicle for Business 
Purposes

4.1  It is the responsibility of the employee’s Line 
Manager to:

 y Ensure employees understand their responsibilities to 
ensure vehicles are legal, safe and well-maintained.

 y Verify the insurance status of their employees, via either 
the original insurance document or a cover note.

 y Check vehicle documents in advance of first use of 
vehicle for business purposes and annually thereafter.

 y Follow monitoring, authorisation and reporting 
procedures, as necessary.

 
 
5. Mileage Claiming Process

5.1  When an employee makes a business journey in their 
own vehicle, [Name of organisation / company] will 
reimburse the employee for the cost of the journey.

5.2  Employees will be reimbursed at [e.g. 45] pence 
per mile up to a threshold of [e.g. 10,000] miles 
and [e.g. 25] pence per mile above this threshold.

5.3  Mileage claims shall be paid to employees only 
when the relevant document and licence checks 
detailed above have been carried out. 

6. Managing Occupational Road Risk

6.1  When opting to drive on [name of organisation / 
company] business it is important to remember 
and apply the following health and safety best 
practice:

 y Familiarise yourself with the controls of any hire or 
pool car before setting off.

 y You must never use a mobile telephone whilst 
driving, and should switch it off to avoid distraction.

 y Obey speed limits, and never drive faster than road 
or driving conditions safely allow.

 y Make sure that you are fit to drive: do not 
undertake a long journey (longer than an hour) if 
you feel tired. A break of at least 15 minutes after 
every two hours of driving is recommended.

 y If you need to wear glasses or contact lenses, you 
must wear them at all times whilst driving.

 

Appendix 2. Template Grey Fleet Policy Declaration (continued)
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7. Declaration

 
 
I confirm that I have read and understood this grey 
fleet policy.

Signed  

Date  

If you require further advice please contact  



Energy Saving Trust  
21 Dartmouth Street  
London SW1H 9BP  
Web: energysavingtrust.org.uk/fleet 
TE714 © Energy Saving Trust January 2012. E&OE

Sources of Advice

This guide has focused on reducing grey fleet mileage 
and should be read in conjunction with other Energy 
Saving Trust best practice guides:

 y A Guide to Reducing Grey Fleet Mileage

 y Mileage Management

 y Company Cars: A Guide for Drivers

 y Fuel Card Guide

The Energy Saving Trust provides a range of advice and 
consultancy programmes for fleets of all sizes and most 
vehicle types. 

To find out more call 0845 602 1425, or visit  
http://www.energysavingtrust.org.uk/fleet

Further Links and Resources

For further advice about developing policy, look at the 
Driving for Better Business toolkit:  
http://www.drivingforbetterbusiness.com/toolkit.aspx 

The Health & Safety Executive website has a section 
devoted to work-related road safety:  
http://www.hse.gov.uk/roadsafety/index.htm 

The joint HSE Department for Transport publication, 
Driving at work, also covers work-related road safety 
http://www.hse.gov.uk/pubns/indg382.pdf 

For public sector bodies, The Office of Government 
Commerce has a grey fleet best practice document 
and case studies on their archive website.


